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^  The  purpose  of  this  essay  is  to  recommend  the  study  : 
professional  ethics  starting  during  the  pre-commissioning 
development  period  of  an  officer  career.  This  ed~cat.cr. 
continue  through  all  military  schooling  ar.o  in  unit 
organizations.  Another  recommended  change  is  to  in 
study  of  military  history  including  staff  rides  to  visit 
historical  battlefields  as  a  part  of  military  qualified:.: 
standards  training  and/or  as  a  part  of  unit  professional 
development  programs.  Beth  of  these  study  pregrams  shou . c 
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WARTIME 


To  be  a  successful  soldier  you  must  know  history, 
read  it  object i ve 1 y--dates  and  even  minute  detai.s 
of  tactics  are  use  1  ess ..  .You  must  [also]  read  ci.og- 
graphy  and  especially  autobiography.  If  you  do, 
you  will  find  war  is  simple. 

Genera  1  George  S .  Patter.  Jr 


Since  the  skills  of  leaders  in  the  technical,  doctrinal, 
decision-making  and  social  aspects  of  their  positions  oetern.ne 
the  effectiveness  of  military  units,  it  is  essentia';  that  tne 
training  and  educating  of  officers  to  perform  more  senior 
duties  receive  cor.tiruec  emphasis  anc  improvements.  -  We  can 
take  a  serious  lessen  from  the  Prussians,  who  after  !. ape. ear 
crushed  their  armies  at  Jena  and  Auerstadt  in  19C6.  set  in 
motion  a  comprehensive  staff  training  system  which  had  the  got 
to  "institutionalize  military  excellence."4-  As  Col.  <?et) 

Harry  Ball  in  his  discussion  of  the  art  of  war  and  what  it  had 
become  in  the  context  of  the  Prussian  genera!  staff  development 
stated  "If  warfare  was  now  characterized  by  speec,  moo ; . . t y  arc 
complexity,  then  a  premium  had  to  be  placed  on  comprehensive 


campaign  planning  and  rapid  command  reaction. 


3  t'k 


statement  explained  the  need  for  educating  arc  training 


* 


officers  in  the  eighteenth  century,  but  it  is  even  mere 
app 1 i cab! e  today . 


There  have  never  been  enough  funds  or  time  to  devote  to  5.-; 
institutional  system  that  would  train  and  educate  our  personnel 
to  the  ideal  level.  In  the  Vietnam  era  ar.d  the  few  years 
following  that  conflict,  many  serious  shortcomings  in  tr.e 
educational  system  were  allowed  to  persist.  More  seriously, 
the  school  system  did  net  keep  pace  with  the  Army  s  neecs. 

Even  today,  the  Army  is  faced  with  budget  reductions  or 
hopefully  only  a  zero  growth  situation.  These,  when  coupled 
with  an  impending  officer  reduction,  will  place  even  hig.re: 
demands  on  efficiency  and  innovation.  Modern  i  z  at  i  or. ,  n  1  c~ 
technology  and  emerging  doctrinal  changes  are  placing 
tremendous  demands  on  our  officer  corps.  Th . s  means  that  mo: t 
imaginative  and  cost  effective  ways  to  train  our  off. cere  re 
perform,  at  higher  levels  must  be  used.  The  purpose  of  tn.s 
paper  is  to  propose  some  minor  changes  to  the  current  system 
wnich  will  enhance  the  professional  development  of  tccay  s 
officers.  Clearly,  we  need  a  progressive  training  ana 
educational  system  that  will  adequately  prepare  off: cere  to 
operate  effectively  at  the  operational  and  strateg.c  levels 
during  wartime. 
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Officers  CRETO).  made  significant  changes  in  the  officer 
training  structure.  Of  the  many  recommendations  made  ay  t.n.s 
study  group,  some  of  the  major  ones  resulted  in  modi f icat ions 


to  the  military  schooling  structure.  The  key  changes  were 
implementation  of  military  qualification  standards,  a 
restructured  Officer's  Basic  Course  (OBC),  a  modified  Officer 
Advanced  Course  (OAO  which  allowed  for  special  idee  training  to 
meet  the  needs  of  the  following  assignment,  the  ado: t ion  of  the 
Combined  Arms  Staff  School  (CAS~),  the  Advanced  Military 
Studies  Program  (AMS?)  arc  Battalion/Brigade  Preccmm.anc  Cc..:sea 
(PCO  .4 

A  second  major  study.  Professional  Development  ot 
Officers  Study  (PDOS).  was  conducted  in  i?8-4  to  reexam,  re 
the  officer  professional  development  system,  in  light  of  the 
RETO  changes  and  to  project  its  applicability  forward  to  year 
2C25.~  LTG  Charles  W.  3agnal,  study  director,  in  his 
transmittal  letter  to  the  Chief  of  Staff,  Army,  stated  C - r 
most  significant  conclusion  was  that  while  the  officer 
professional  development  system  is  not  in  need  of  ma.cr 
overhaul,  it  must  be  transitioned  to  an  education  arc  tra.n.rg 

3 


strategy  which  will  more  efficiently  meet  tomorrow  s 


challenges."®  T"’0  of  the  far-reaching  recommendations  ot 
this  study  were  for  all  majors  and  colonels  to  complete  CGb'G 
and  the  senior  service  college  through  either  the  resident 
course  or  a  corresponding  studies  program."7  These  actions 
wili  provide  a  broader  base  of  education  and  training  as 
officers  progress  to  the  senior  levels. 

THE  FOUNDATION 

The  professional  Army  ethic  is  the  foundation  on  which  we 
build  our  profession.  This  set  of  values  and  ethical 
principles  applies  to  all  members  of  the  Department  of  tne  Army 
and  sets  the  moral  context  for  the  Army.®  In  a  recent  report 
to  tr.e  officer  corps,  military  values  are  aescridec  as  '  ...a 
common  frame  of  reference  for  leaders  which  directly  influence 
development."9  Major  Genera!  Leonard  P.  Wishart  aptly 
descricec  the  importance  of  values  when  he  sale  "From  my 


perspective  you  must  start  with  the  development  of  common 
values.  Without  this,  everything  else  falls  apart.1'10  A 
close  friend,  who  graduated  from  AMSP  in  1986,  statec  that 
among  the  most  important  benefits  of  this  program  were  the 
shared  values,  increased  communication  skills  and  leadership 
study.11  These  shared  values  of  loyal ity,  duty,  selfless 
service,  and  integrity  when  coupled  with  individual  values  of 


commitment,  competence,  candor  and  courage  permit  the  boncing 
necessary  to  facilitate  our  communications  and  mutual  respect 


needed  in  the  educational  and  training  processes. 

The  RETO  study  reported  that  professional  ethics  was  the 
least  developed  of  12  professional  military  educational  f . e . as 
and  referenced  a  1977  survey  in  which  nearly  75  percent  cl  a  . 
officers  surveyed  called  for  an  increased  emphasis  on 
instruction  in  ethics. The  report  went  on  to  state  "The 
importance  of  ethics  to  any  profession  cannot  oe  overstates. 
They  are  the  moral  glue  which  binds  members  of  a  prcfess;c~ 
together." Therefore,  it  is  important  that  the  et.n.cs  arc 
values  be  taught  early  in  an  officer's  career  ar.o  drthe: 
inculcated  by  all  commanders  and  mentors.-*’ 

Professional  values  and  ethics  have  always  existed,  .1  :.c* 
explicitly  written,  as  a  desired  part  of  an  officer  s  oas.c 
attributes.  Our  commissioning  oath  of  office  induces  some  cl 
these  principles  which  are  further  reaffirmed  in  every  set  of 
promotion  orders.  Additionally,  officer  efficiency  reports 
contain  a  performance  evaluation  part  where  raters  comment  or. 
eight  attributes  of  professional  ethics.  Perhaps,  the  Arm. 
has  progressed  to  the  point  where  a  standard  set  of 
professional  ethics  should  be  publishec.  The  RETO  ar.c  POOb 
reports  clearly  define  the  roles  and  needs  of  ethics  ana  values, 
in  our  profession.  A  significant  conclusion  of  both  studies  .s 
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It  is  interesting  to  note  that  this  topic  is  ccverec  at 
Arm, y  War  College  in  Course  I  and  in  at  least  three  aavar. 
courses,  out  it  is  not  included  in  any  detail  in  the  CAS 
curriculum,  which  was  designed  to  train  the  Army  s  staff 
officers.  The  CAS^  staff  leader  is  supposes  to  stress 
ethical  principles  during  his  interaction  with  the  stuce 
captains  throughout  the  course.  Obviously,  this  concept 
standardization  nor  does  it  cover  theory  relating  to  the 
suo.ect  of  ethics  anc  values. 

V a'ues  and  ethics  are  also  subjects  which  should  be 
.  ncorpor  ateo  .  n.to  unit  training  programs.  Tr.ere  are  scr. 
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oundat  ion  is  firm. 
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schools  and  in  the  field. 24 


Both  the  RETO  and  PDOS  reports  stress  the  value  of 
historical  study  in  an  officer's  education  and  training.  Tr.  1  s 
study  is  an  essential  part  in  forming  the  Knowledge,  skills  arc 
attitudes  expected  of  an  officer  in  the  context  of  the 
BE-KNOW-DO  model. 28  ft  group  of  officers  in  the  PDCS  study 
group  stated  that  "A  lifestyle  of  life-long  ecucaticn.  is  a 
must,  net  an  option.  An  officer  must  be  expected  to  study 
not  wust  allowed  tc."^  PDCS  recommended  a  reading  program 
in  every  development  period27  of  a  officer's  career  from 
pre-commissioning  tc  senior  general  officer  with  military 
history  being  included  during  the  pre-comm  i  ssi  on  i  r.g  ,  l.e^-er.an: 
ar.o  captain  development  periods.28  The  concept  is  tc  st~cy 
the  historical  perspective  of  war  in  both  the  common  core 
curricula  in  TPADOC  schools  anc  professional  development  in 
units.  A  ma„cr  goal  of  this  study  is  tc  broader,  tne  cff.cer  s 

OQ 

frame  of  reference^-  and  to  progressively  study  the  art  ar.o 
science  of  v.-ar  starting  with  the  basics  at  the  tactical  eve  , 
progressing  through  the  operational  level  of  war  and  ultimately 
including  the  strategical  considerations.  Comparing  the  levels 
of  war,  the  levels  of  command  and  the  development  per.ccs  as 
depicted  at  figure  1,  it  is  clear  to  see  the  i n t erre ; at : onsr . p 
of  the  study  needs  at  each  and  every  development  period. 
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Figure  !.  Levels  of  War,  Levels  of  Corrmano,  a: 

Professional  Development  Stages. 
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In  addition  to  education  and  training  in  the  military 
schools,  there  are  great  professional  development  oppor tun i t i es 


1 


to  train  in  the  units.  An  examination  of  the  professional 
development  opportunities  that  exist  between  military  and 
civilian  schooling  reveals  that  during  field  and  staff 
assignments  there  are  long  periods  of  up  to  five  years  where 
self  study  or  unit  professional  development  programs  car. 
contribute  to  the  ultimate  goal .3C 

The  implementation  of  military  qualifications  standards 
<MQS)  will  institutionalize  somewhat  the  professional  reaoinc 
program  which  includes  historical  readings.  MQS  I,  which  was 
published  in  September  1986,  initiated  an  introduction  to  the 
study  of  military  history  during  pre-commi  ssi  on  i  r.g .  MGS  II 
will  be  published  in  final  form  during  3rd  CTR  FY  8~  arc  w. : 
contain  a  MQS-directed  reading  program  with  the  following 


obw  ect i ves : 


The  objectives  ....are  to  encourage  officers  to 
develop  and  enjoy  the  habit  of  reading;  to  acquaint 
lieutenants  with  the  standard  works  in  their  pro¬ 
fession;  to  foster  an  exchange  of  ideas  with  fel: 
officers  on  issues  that  affect  the  military;  ana 
expand  their  understanding  of  world  affairs  ana  the 


role  of  the  military. 


MQS-directed  readings  in  the  basic  publication  will 
encompass  three  areas.  These  are  military  classics,  military 
ethics,  and  comtempary  military  subjects. ^2 


1 1 


The  MQS  II 


o 


branch  manuals  will  contain  a  fourth  reading  list  of  books 
covering  topics  relating  to  branch  proficiency.  The  requirement 
is  for  lieutenants  to  read  two  books  from  each  of  the  four 
categories  prior  to  promotion  to  captain.  Officers  may  select 
the  books  or  the  books  may  be  assigned  by  their  commanders  who 
will  also  validate  requirement  completion. 

While  this  is  an  improvement,  an  approach  that  wou ! c  have 
provided  more  focus  towards  in-depth  study  of  military  history 
in  MQS  II  and  MQS  III  plus  a  linkage  to  institutional  education 
would  have  been  the  inclusion  of  a  series  of  three  or  more  case 
studies  of  campaigns  or  major  battles  which  could  oe  studied  .  n 
ever  increasing  detail  and  depth,  throughout  the  officer  s 
career.  For  example,  OPERATION  OVERLORD  could  be  studied  in 
both  the  institutional  schools  and  in  units  and  organizations 
at  the  tactical  level  by  lieutenants  and  captains;  majors, 
lieutenant  colonels  and  colonels  could  study  it  from  the 
operational  level  of  war;  and  lieutenant  colonels  through 
generals  could  study  the  strategic  level  aspects.  To  prevent 
this  program  of  study  from  being  overcome  by  events,  it  should 
be  scheduled  into  the  unit  or  organizational  long  range 
training  schedule  and  supported  with  resources  (reading 
material,  time  and  funds).  The  most  critical  resource,  t.me, 
could  be  devoted  not  only  to  classes  and  seminar  discussions 
but  also  to  visiting  the  invasion  site  (for  officers  assignee 
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to  USAREUR).  Likewise,  other  battlefield  sites  in  CONUS  or 
Korea  could  be  visited  and  studied.  With  the  mobility  of  o 
officer  corps,  it  is  likely  that  every  officer  would  have  a 
opportunity  to  visit  multiple  sites  prior  to  attendance  at 
command  and  staff  school  and  senior  service  college  leve.. 
Since  operations  like  OVERLORD  and  INCHON  are  studied  at 
military  schools,  an  officer  would  be  much  better  prepared 
participate  in  more  detailed  study,  and  he  would  have  a 
more  comprehensive  background  from  which  to  contribute  tc  r. 
seminar  group  study.  More  Importantly,  he  would  continue  t 
broader,  anc  deepen  his  knowledge  of  his  profession. 

The  lifetime  of  study  needed  to  become  an  expert  wc- c 
become  closer  to  a  reality.  This  depth  of  knowledge  wuu . c 
permit  the  commander  and  other  more  senior  officers  to  core, 
more  meaningful  tours  of  battlefields  without  having  to  re. 
solely  on  a  historian  to  provide  all  of  the  informat.cn  a' a 
lessons  learned.  The  senior  officers  wou  1  c  be  placed  .  r  t  ri¬ 
me  n  tor  role  rather  than  as  a  student  who  may  be  see.ng  the 
battlefield  for  the  first  time. 

THE  VALUE  OF  A  STAFF  RIDE 

LTC  John  Turlington's  article,  "Truly  Learn. .  r.g  tn.e 
Operational  Art",  very  accurately  states  the  needs  and  give 


some  excellent  methods  of  training  and  educating  officers  a 


the  operational  level 


He  recommends  several  proven  neth 


such  as  self-study,  visits  to  historical  battlefields,  arc 
simu 1  at i ons/wargames . 33  During  my  time  in  CGSC,  a  "blue 
goose"  provided  the  tasking  to  lead  the  wor*-  group  in  a 
discussion  of  the  Battle  of  Schmidt.  After  extensive  study  cf 
books  ana  pouring  over  maps  in  preparation  for  the  class,  there 
was  still  a  feeling  that  some  teaching  points  had  escaped  my 
research.  Years  later,  the  opportunity  arose  to  visit  the  s.te 
of  this  battle.  After  more  study  and  discussions  with  the  v  1 1 
Corps''  historian,  we  toured  the  battlefield  by  bus  ana  fee-. 
After  walking  the  trail  from  the  village  of  Vcssenach.  across 
the  Kahl  Gorge  ar.c  then  on  tc  the  villages  of  Hammer  sene .  at  ar.u 
Schmidt,  the  problems  faced  by  CPT  Bruce  M.  Hostrup  as  he  tr.ee 
to  move  his  tan.-rs  ever  this  precipitously  narrow  tra..  to 
reinforce  the  112th  Infantry  Battalion  in  Schmidt  became  more 
v;vic.34  This  experience  provided  understandings  that  could 
never  be  gained  oy  reading  a  boo^  .  The  value  of  these  act.,  a 
visits  tc  battlefield  sites  is  essential  tc  completing  an 
in-depth  study. 

Another  illustrative  example  of  the  value  of  actus1  ly 
seeing  the  terrain,  is  in  David  Schoenbrur  s  artic.e  ’.’here  he 
writes  that  during  a  state  visit  to  the  United  States, 

President  Charles  de  Gaulle  asked  to  visit  the  Gettysburg 
battlefield.3^  President  de  Gaulle,  an  avid  student  of 
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military  history,  had  read  everything  about  the  Gettysburg 
battle  and  held  strong  views  about  the  tactics  and  strategy 
used  there. 36  Time  did  not  permit  an  extensive  tour  so  tne 
site  of  Pickett's  charge  was  selected.  After  walking  the 
Union's  position  and  sighting  the  field  of  fire  of  two  of  the 
cannons,  de  Gaulle  said  to  President  Eisenhower,  "Those 
gallant,  crazy  Southerners.  How  could  they  have  charges  that 
val :  of  fire?" 3'  What  he  saw  there  on  the  battlefield 
cor.firrr.eo  his  study  analysis  that  Pickett  should  have  never 
beer,  given  the  order  to  charge  the  strong  center  of  the  Union 
line  which  cbv.o~sly  commanded  the  most  favcrao’.e  terrain.  T 
catastrophic  losses  by  the  Southerners  could  never  be  replaces 
and  hac  a  cramatic  impact  on  the  rest  of  the  war.38 

More  commanders  are  using  the  historical  case  st^oy  metre 
for  their  professional  development  programs  and  are 
supplementing  the  study  with  visits  to  historical  batt.ef.ecs 

When  General  John  P.  Galvin  commanded  the  VII  Corps,  re 
used  his  tr.ee  ana  proven  "chain  training1  concept.  Cr.e  part 
of  the  "chain  training"  was  classes  designed  to  qua1,  i  fly  an 
officer  to  perform  his  duties  and  responsibilities.  In  ar.ctr.e 
aspect  of  this  program,  he  would  issue  a  bock  to  his  comma: cer 
at  every  monthly  conference  and  then  discuss  the  bco'  at  the 
subsequent  meeting. 

he  BaUie  g: 


One  of  the  books  was  Charles  B.  MacDonald  s  T] 


the  Huertoen  Forest.  Later  Genera!  Galvin  took  his 
commanders  on  a  tour  of  this  battlefield.  Mr.  MacDonalc 
accompanied  the  group  to  provide  his  learned  perspective  of 
historian  who  had  not  only  studied  and  written  about  the  oat 
but  also  had  served  in  that  area  during  the  war.  Many  other 
commands  and  organizations  are  using  these  learning  tools  su 
as  the  I  Corps'  battlefield  analysis  program.  The  farsicnte 
effects  of  these  commanders  is  predictable.  As  a  result  of 
Gen.  Galvin's  actions,  numerous  major  subordinate  commanders 
subsequently  took  their  officers  through  similar  studies  ana 
visits.  While  one  commander,  who  has  an  understanding  of  tr. 
value  of  historical  study,  uses  this  method,  the  continuity 
be  broken  when  he  is  transferred  and  the  next  commander  vnc 
different  goals  and  priorities  does  not  continue  tr.ese 
programs.  This  makes  it  imperative  to  have  a  corporate 
training  and  educational  strategy  with,  stated  goals  ana 
co„ ect Ives. 

B£CQMBENCAXIQN5 

In  order  to  ensure  that  our  senior  officers  are  prepare 
to  serve  at  the  higher  levels  of  command  during  wartime,  the 
Army  must  have  a  training  and  educational  system  coup:ec  w:t 
professional  development  programs  that  educate  anc  train 
officers.  There  must  be  formed  a  solid  foundation  based  or. 
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professional  ethics  and  values  in  concert  with  tactical  a no 
technical  professional  expertise  in  the  Airlano  Battle  ter.e.ots. 
The  ultimate  goal  is  for  senior  officers  to  be  skilled  in  the 
operational  art  of  war  and  adept  in  stategic  considerations  up 
to  ana  including  the  national  command  level.  Senior  officers 
must  not  only  understand  how  the  Army  runs  ana  f.ghts,  but  a . so 
they  must  understand  the  interrelationships  of  social, 
economic,  political  and  military  considerations  in  the 
ex e cut . on  of  national  goals  and  objectives  as  they  relate  to 
policy  execution  and  warfighting. 

The  current  education  ar.d  training  system  is  effective  ar.c 
has  been  improved  greatly  over  the  recent  years.  Listed  oe'.  cr¬ 
ate  some  recommended  changes  to  the  current  system: 

1.  That  study  of  the  military  ethics  be  included  in  the 
TPADCC  common  core  curriculum  starting  with  the  pre-commis¬ 
sion  i no  development  period  and  be  included  as  a  s~b.ec:  tor 
unit  training  programs. 

2.  That  publications  continue  to  be  produced  anc  provided 
through  the  publications  system  to  support  unit  level 
instruction  in  the  topics  of  ethics  and  values. 

3.  That  the  case  study  method  of  examining  histor. em¬ 
battles  be  included  in  and  coordinated  between  the  cirr.cua 
institutional  schools,  MGS-directed  self  study  programs,  ar.o 
unit  and  organizational  programs.  Battles  or  mayor  operations 
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selected  for  study  should  be  selected  for  their  teaching  value 
and  applicable  lessons  learned  at  each  level  of  war.  Tnese 
case  studies  should  be  of  battles  where  the  battlefield  sites 
could  be  visited  as  a  part  of  an  individual  or  group  study 
project.  Good  examples  are:  INCHON,  the  Normandy  landing 
beaches  for  OPERATION  OVERLORD,  the  Battle  of  the  Huertgen 
Forest  and  selected  Civil  War  battle  sites. 

4.  Staff  rides  or  visits  to  battlefield  sites  should  ce 
encouraged  if  not  officially  directed  as  a  Key  part  of  the 
stucy  of  military  history. 

5.  That  the  Center  for  Military  History  ana  The  -d*  at  ant 
General  support  the  case  study  in  the  field  by  prepar.'o  case 
study  pacKets  containing  an  annotated  bib!  iograpny ,  study  g-> .  a 
information  to  focus  on  the  tactical  level,  the  operations, 
level  or  strategic  level,  and  maps  or  charts  for  crientatio:  . 
These  should  also  be  available  through  normal  puc:. cat.cn 
procedures.  The  intent  is  to  provide  an  aid  to  units  ana 
officers  starting  a  study  project  and  to  save  time  .  cer.t.f. 
and  acquiring  study  materials.  The  packets  should  focus  the 
study,  but  they  sh.cu;d  not  be  the  sole  reference  scarce. 

CONCLUSIONS 


Time  is  important.  MQS  II  is  finally  being  implemented 
during  this  fiscal  year  although  all  of  the  supporting  brancv 
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manuals  have  not  been  published  to  date.  MCS  III  is  prc.ectea 
to  be  implemented  in  1990.  The  time  required  to  see  the 
influence  of  any  change  in  the  direct  or  tactical 
organizational  level  of  training  and  education  is  relative'./ 
short.  However,  in  order  to  see  these  benefits  at  the  incirect 
organizational  (operational  level)  and  executive  level 
(strategic  level),  a  longer  period  of  time  is  requires  to 
systematically  expand  the  frame  of  reference  throughout  the 
entire  officer  corps.  This  expanded  frame  of  reference  .s  the 
basis  for  decision  making  by  senior  officers  who  must  often 
deal  with  contingencies  of  2-1C  years  anc  be  yon  c  :C  years 
indirect  organizational  and  indirect  executive  posit  lens 
respect  i  ve  y  .  3Q 

The  Army  has  an  effective  structure  to  train  anc  eo-cste 
our  officers.  But,  the  system  must  continue  to  oe  cevelopec 
and  executed  in  a  coherent  manner  with  'linkage  between  m....tar; 
schools  and  duty  in  the  field  through  each  development  per  lot: 
of  officer  progression.  The  training  and  educational  system 
must  be  kept  current  with  the  most  recent  doctrine  and  taught 
using  modern  educational  procedures  in  order  to  have  a 
professional  officer  corps  that  is  skilled  and  capao  e  of 
sustaining  an  Army  that  can  deter  aggression  or  fight  ana  w.n. 
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